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ABSTBAei . '\ ^ _ 

^ The information presented in t bookletis for 

group leaders^ facilitators, and aeabers^ and outlines soae typical 
barriers or problea situations groups encounter. The^ ^ ^ 

reluctance to assuse ^esosmsibility for tasks, i2) a* decline in ^_ ^ 
attendance, (3) unprbdu^i^e, tiae-cohsuaing aeetings, : lack of 
^ollovup on _ decisions^ (5) di^ussipns that are dciinated ^y a f ev 
leabexs, and |6) conflicts a ibng aeabers^ Several tactics;Cnd 
activities ar^^presehfed to help. groups liiit or reibre these 
tafriefsi (Author/SLFj _ 
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ABOUT THE SERIES - ^ ' V - ^ 

^ . - . ■ \ . ■ ' ' . : 

Keys to Commnitg TnyolveiBen t . t s a s^erxes of booklets 
developed for governing boards > community leaders > group ^ 
members, administrators and citizens. 'O^e bcokl ets are designed 
to help these audiences strengthen their skills in grot^ 
processes, work cooperatively with others, and plan and carry 
out new projects. Topics inclxide techniques to maiintaih ehthusi- 

■ .3sm in i group, ways that agencies can effectively use / 

consultants, and factors that affect introducing and implementing 
IBBW projects. ' * j ' 

y _ _ ■ ' _ _ . _ ■ _ _ ■ '_ . _ _ _* . ; 

The bb6klets_are. Written by .^fiembers of the Ksral Education 

■ Program of tiie Northwest Regional Educational Laboratory. The 
Lab oratory is a nonprofit ^ educational research and develpgaheht 
cQrpbratibh, headquartered in Portland, Oregon. 

■ ' ■ ■ . , . ■ • . - ' . ' 

The booklets in . tjie series are adapted frcan a much ' more 
.comprehensive set of Materials arid training activities developed 
and field tested by tte Northwest Regional Educational .Laboratory 
over the past several years in dozens of locations thrbi^hbut the 
western United States i 

y • . Infomation about other, booklets^, in this^ series—titles and 
^ how to 6rder--as well as ihfbrmatibh about^ related, servijciss— 

training, workshops and consultation — can be found on ^tiie inside * 

and outside back covers of this booklet. • 



INTRODUCTION - . ; ' 



iSxto diff ±01211:185 i Hbwevery sach difficailties can be viewed 
as a-positive iea]ai±z^ experieikiei: if group gienibers are, ^ v 
■ ' skilled in recogniz'ijig the, diffxcxjities 3(nd ,are .avraxje of' , 
Bietfibds^ t6^ w iinproveja group cohesion . 

J)rb<iuctdvit5^ caii result^ ; r . - " * . . " 

. ; * 'djhe. infb^ lx>6klet is for grbxip 

lea^et^f ,f^ outiinis s^e^^i^i, ': 

barrios/ or probi^ Situations' groups encount^i ^ese are:: 

. to assxime, responsibility f^ tasks ^ ' , 

. ' 2. d^biir^ in attehdaiK:^ ' * - . , 

" 3. ■ tJnprodiiptivS/ time! consuming meetings ; • ' ' 

-'^ : : _ 'v\*:..V>'^\' ^ 

4 * Lack 6E ibllow^ on! . , f ^ * . 

5» Piscussions: thaf^^e :% 

6. Cbiif licrts "cmdf^ - ^ ^ - v v :^ 

:•- '-^vr 

to help ybur. group limii:.,dr .r^tbve . ' 

several tactics, and activities' are prdsentfedi You ca»use ^ 
them ai tii^ are descr^^ or mbdiSy ttt^ ai^riss Sie . 
unique needs of your group; . . .7^ 



If your group Sfealiz^^ this kiiid of situation^ 

try the fellowir^ 2tetivi ties ^ t^ identify mQre.ciearly what is 
causing- the situation -and how ±o.^resolYe i 

• ■ - ' " ' ^ __ _^ _ ^ • . . _ ^ 

aAi gba i 8 of the >groi : ^ « Some 



members may not se^ .the relationship b<?tween the * 
work that is tb -b^ doiie^ and the reasoxi they joined 
the group • Reviewing th^ purjxDse ai>d goals of the 
group may help clarify the relationship ajid -increase 
mbtiyatibn for doing the v^ofki ' 



-oir~archai3dxjardr"or-Ti:ew^rln^fe~so~^all~ 



members can see them. Clearly listing what is to 
be done and breaking ^ down into small y • 

manageable tasfes frec^ehtly helps reduce members' 
cbnfusibh and anxiety about what is: tb be doM and 
who is responsible fbr dbing it.. Msb^ if iBS^ers 
feel unsure -about Seir abilities to accb^iisia the • 
tasks'i^^ listing Sie tasks may help members select, the 
ones 'they feel confident about doing; 



Surface dbhcerng. By taking time to periodically 
identify. aiKi deaj with members' cbhcerhs and 
questions, a group can elim^iflte sdne bf the blobksV 
that may be preventing them from getting tiieir^work 
. dbnei ft si^ie ^procedure for surfacing concerns is 
fox each member, to list on a card or slip of paper 
afiy concerns or questions about the group's work. 
Then,, in small groups (three to. fbtir pec^le; 
meeting iji small ^bugs ^ves shy menbers a greater 
opportunity to voice their -cbhcerhsj meribers can . 
^share their cbhcerhs and questibns^ record then bh 
new^rint and post the newsprint sheets fbr the 
entire group :to^ readi Sie convener or leader of 
the group then .helpfis the group address each item. 
Some concerns in^y- be dissolved Ijy a member shying 
some new irfbrmatibh; other items may require that 
the grbup make a decisibn br do some additibhal 
problem; sbiving. (See Booklet 3^ "Problem Solvihgs^ 
A S'iye-Step Mbdei."^)' After members' cbncerhs havis 
been dealt with/ review the tasks and 'agree' upon 
task assignments^ * - ^ " _ 
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ATTENDA'NeE IS DEetlNINS 



yOlexi a groti^ is first brgaiiizeay menbers dre usually 
excited aid ^thusiastic about tti^ 'group and its' goals i 
Their attexidance is regular and participation is lively; 
After a^tii§.^ hwever^ m^b^eri'; interest and enthusia^ may 
waneiLand att epdance:=dec3j3ie V^W heh=^gea^ 
^of indifference or disinterest,, cLeaL with it then, hot 
after a %uinber have already dropped but _br relationships 
among iiidnbers have Severely deteriorated. 



: :^Apathy^ or disinterest* among mendjers can be the resxiit 
of a hux^er of things, including:: 

- .* • . ^embers may -feel unwanted ^or not included in the 
gropp - -.f v ■ . . 



Members-j^ be ^r^ppy or . disgruntled with the 
^y.'the ^roup opeifates; ..^:;g.^ the pace is .too 
slow or fast/. or dedision-malcing procedures seem 
unclear ^r inppnsisteht - ; ' 

Men^kxs may feel:;^werless tb- influence final ^ 
decisions j.: ' - * . \ . 



^Meanbers.may;'feve lbs?\^terest in what ^the; gro^ij) 
is doing// ■ - ^ ' . * " . , ' ' 

Me^e±:s individuai goals eie in conflict with 
v^at ^^e groirp has -outiined as its goals 



There are^^a nuinber of way^ to identic ^arui: deal 
members^ apatl^. One way tdjE)inp6ijit some txbuble spots is 
for members to^ cbn^lete the foilbwihg .questionnaire. * • 




r. 



Sample Questibxinaire 



GROUP ASSESSMENT FORM 



6? 



.V 



blxeetiORSs Below are scne statjcnents regarding your group. Please 
' give, your opJ.xilon about the it^a by circling the 
appropxdate nwber and responding in your own wrds, 

- , 1 > Strongly ^agree 



1. 
2. 

3. 

r- 

.7. 



9. 



3 • Undecided 

4 "-Disagree * 

5 ^: strongly disagree* 



Members get along with one another 

- * * - . 

Mmbers . openly share their ideas and feelings 



SA A- 
1 2 
1 2 



Qportant decisions are made reasgnably and - 

Problims are diagnosed and resolved in -s 
systonatic way 

' ■ _ » _ ■ . L . . . _ _ _ J .. _ . _ 

>leaberll seem' enthusiastie 'and^. interested 
. '.about acccmplishing tasks ' ■ ' 

Meetings are productive and ' efficient 

The relationship between the group's gojiis 
Jand tas)cs is clear ; * _ 

5^e group has norms or standards that are 
^ear-and generally accepted by members 



1 . 2- 



1 2 



1 2 
1 2 

1 2 



O SO 
4 ^5 
4 5 



5: 
5 



1 2 3 4 Jt^S 

What, aspects' about your group do you cbhsidoc most satisfying? ^ 



lOi What aspects about yoiir group do consider least satisfying? 



Aboi^t: myself ~ ; . ' ^ ^ .-SR »/ ^U* D* ^ :^ 

.V * * ' ■* * , ♦ • - ' ' '-'^ ' * ' ' \ 

the agenda ^ for oar m^tings 12. 3 4. 5 

l.^^.^cne^W-ly friendly and suppbrtiv^. of , 

, ' other* sMobers. *^ 12 3 4 5^ 

ahare ny _ 
ideas and opinions, with others ii 2 - 2i 4 5 



4, I feel I aai a valuably menber of, this -group 1 2.3 4 5 

5^ ■ I clearly wsaerstand' and feel ccSnwitted / ^ *. 

■ to the '^tork and tasks jot this group ■ ■ 1 2 3 4 5 ■.. 

Z an satisfSid with the anbuht of influence ^ . - ■ » . . 

I have on what Happens in this group . ' ' 1 2' ■ 3 4"^ ■ -5 

7, I aD'.abli to influence asd participate .in 

maJcixjf grol^ decisions ' .1; 2 .3 ' 4 *.5 < 

__ . _____ _ __ ,_ .t,-_ ." ' " » 

8. I am satisfied with the type of 'les^irship , . • r 

pr ovided cyr -cohyeher - ^ _ ■ ' i .2 ■ '3 4^ 5. 

9-- WRat aspects shout your- participation -or influence - in the group do 
' - ybti consider aostr satisfying? ' ■ ; " ' ^ : . 



10. _ Wh4t aspects about your participation or influence in the groT:p;d6^ 
• you consider leaist satisfying? , • j^B ' ' 



Figure 1; ^am|>le ^dup Assessnieht Pprin 



-f 



Once aii inend^ers have^ qOTipIseted the quesfciohnaire, .the ; i 
l-eader:- br a member can compile the; data and pr:esent it to- .< 
• tJi^; ^rdup. A discussion of the : data inay- indicate pbtentiai * ' • 
prbl^em areas or conflicts "^^iiiaif^ine^ max Wcmt'tb work bSi 



- . f ishfaoWL is anotiier technique that can Be used to 
encourage. nteiDbers ti^ tMk about and examine some possible causes 
of apsithy or dissatisfaction, m tOie^ishbow^^^ smaU^^^oup > ; 
is formed within iui eaicldsiiig' circfle by the full group.' 



m 



Bie- small group is tten asked, to Siscxiss ^ .question , suSi^cts 
"^Sei?^eral^ people have complained that opr meetiiigs are boring. 
What 4teiwe doing or- hot doing that .is causing pfeple^^^ 
.bi>2:-ed?";//phe ot^ t^ enpty chairs, cah.be available in the ' ^ 
:.^side circle ^f or observers 'to join ijie. activity on a 
t^Spora^l Rotating ;^sisr-t6 make a ccxnment> ask. for a point 
to Se clarified ^..^^^ and so dm, ^e'"- 

fishbowl is -a warf^to get members talking and' listening ^to one 
another when they are faced with a* problem. • 

P^ rteiks jlKd other similar techniques may have same . 
short-term' :eff It ts but are hot generally satisfactdry v*ays ' 
to deal group indifference..*. Such techhic^es address 

s^ptdis raS(&r H;an . causes. ' * ^ ^: , ' '' 

Xt lis easier.' to en-diusiasm and int^est fr^' j 

waning than it. is to recapture group morale once -it has begun i 
to deteriorate ir ; / v r 



. tJse of :the^tfol lowing procedures may helji. prevent this 
problenu' 



a; St .the. beginning of sta^ thk 

purpose^of t&e meeting and review the agenda. 
• an opportunity to inoaiify^ or add to 

tile fwrpose and agenda I 



B» Periodically surface any questions or concerns 
that members might have~and deal witii tiioa as 
soon as possible. - 

€i ' Keep meel^gs fun and active. Group doesn't 
have to be hard and agonizing to be effective i 

Encourage all members, to be invbiv^ and to 

' ' jipate in the activities i COTSunicate to 
each mSnber that liis or her involvoaen^ is 
, important to 'tile group. ^ 

% ' ' , • ' ■ ' 

^ ■ . ; ' • _ . ... . ■ ■ . ■, 

■ __ _ _ _ J %t^.L '1 1 . _ ■ _. * _ ■ _. 

Most group members are busy people, who have little time 
to wa^te, particular iy for meetings. They usually cortie to 
meetings to get^ scme^thing done.* Whra meetings begin to run 
overtimes regularil^ or people feel that little is being 
ac'cQmpl'ished, meiiibers fr^q^ently becdne Trrotrate^ and ' 
angry. * ^ ^ ' ^ . ' 

'*.'-• . '- ' "^'.>v, - ■ ■ ^ • 

_ ' Unproductive meetings can be the result of several 
^factors: ' . * 

• No agenda or plan for meeting ^ . - v 

• long; rambling discissions ' : 

• - Inability of the group to make decisions or 

reach agreements * • 



1^ 
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• ' Too mcmy activities Se planned for the time * 

available 

' ■ ' > • 

**, • Rbcu±rirtg conflict 6r disagreement a^ meriibers 

Since it is more efficient to pre^^e^t meetings from 
becomiTtg iinproguctive than to ciire ^e m^ady once it bccxxcs^ 
three procedures can be used to hel^i keep meetings flowing 
and productive r ; 

fi. Establish ah ageilda fjz^r each meeting . It serves 

as an effective tool l^br: " . * 

• identifying issues to be covered 

: n . « Checlcing ]pr ogress- throughout a meeting * 

• • ^ Keeping a fecbrd of ^feat was. done . , 

Si; _ ■/ . ^ ■ ^ . . ' ' ' 

.•• Insuring fbllbwup oh' each item discussed 

At the begiiming of a meeting, present the 
agenda and have membisrs review it. Go over the ~- ■ 
agenda to make sxare everyone understands each item. 
Check to see if any . important items of business; 
have been omitted br rteed tb be added./ Next^ 
determine the top pribrity items and number than 
^accordingiyi Finally, estimate the ambunt bf time 
each item will requires , 

Items on the agenda are likely to be varied-- 
sbme will ijivplve sharing information, others will 
ihvblve idehtifyiwg problems^ seeking sblutibhs, 
pooling ideas and assigning responsibilities. Ah 
it^ that calls fbr a decisibh br resblutibh will 
: ^^^obably take longer tiiOT ^ne designed m^reiy^^^ 
provide information. Review 'tiie time estimaties and 
determine the length of the entire mt^ating. 



The sample form below shows how one group 
develop^ its ageiKia, If necessary ^ modify the 
* sample to -fit the heois of ybxir group • 



n 



■ SAMPLE AGEimft 



Datoi- 



Item 



Convener: 
Action 



Time FoIl6>mp 



10 



fts the meeting progresses^ have a recbrder^/^ 
or' . secretary ke^ track d£ foiiowqp steps i Use 
the followup column oii the Sample Agenda to * 
record who is taking respoiisibili'^ f or aii item 
and what the plan of action is. If policy is 
generated^ state what it is. 



15 
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Keep-discttssions moving and on targets JSi members- 
not just the group leadertra^e resfponsible for the 
donduct 2kS wSll as the ifu^l^-ty of ^he discussibn. 
Eadh manber can help :keep discussions pui^seful and 
productive \ " - 

• Monitoring tile, discnission and informing toe. 
group ^eh it strays frcrn the item at hand 

■ _ ■ ■ . ■ ■ * . * _ " ■" _ 

. • Atteraptihg to p>r event one or two participants: 

f rem Aminating -Ehe dlsCTission . 

. _ _ * ■ - \ ^ . V ^ ■ _ J ' " . 

m ' asking people to clarify ^a^ i?^^^?^ 

discussed in order to be sure : toat everyone 

tindtt stands one another :i 

' ■ ' 

• Drawir^ all participants into ttii: discussiph 
by frequently * soliciting opinions and 
information from everyone concerned.,, 

'•^ . . .' ■ /\-/ ^* ' :-y. '■. 

'm Helping toe group use agreed-upon procedures^ 
e.g., each mm^ery In turn, shares his or her 
p<)sitidh and. toeh the issue is opeii for 10= - 
J" minutes of general discussion # . 

• Occasib^^ly verifying that group manbers are 
satisfied toeir decisions and the way the^ 

: are being made .* ' 

• . Bringing out all sides of the topic to insure 

toat the gfoup lias cohsid^ all aspects 
before a decisidh is made. ^ . * . 

ftt toe close of a discussi6n> cheqk to be stare 
that everyone whO: ranted to participate has had a 
chance to do so. . : 



11 



C- Clari^y pehding di&cisibfe ar5 dec 

. ; p rocedt fl T Bs^ . Groups n^e a lo^ of decisibils-r 
SQo»e aacinor cusd^scme that- are more significant • 

* Mecsbiers can help pre"^(Bnt the^^ from get ting 
bogged down" vKeir^th^.^li^ 'by; 

• '. -'^ '-• ' * ' ' ' ■ - ''V ■ . ■ ■ • ■ - 
' • ' Paraphrasir^ or stating the proposed . 

1 decision. /Siat is before -^ie groupj "It 

* been proposed that VWe/^dopt the Distar 

Reading Program for ail the district's 

• elementary schools \' ■ 

• Statijig the procedure that is going to be 
' xasei to make the decision-^cbnsensus^ 

majority Vote r etc V - • . ' 

• Itesteti^g t^ decision .after it h^ been 
_ ' made^ testing to nialc^ gii-r^ an Tti ^js ^yg 

^ ' understand it and 

. to. ing>lemeht the decision. . \ • . 

- v ^" ■■. ' ■ ^ ' ' 

UkeK0RF0LLGWUPdN;.DECiSldNS \: . 

Sometimes a group makes its diacisibhs witii'ease; %hey 
are made quickly and wili few objections or .<3u'^stibhs. frcp 
menU>ers..5 hbwever, the time cbmes^br 

passes—for the decisions tb be implm^ nothing 



Several 'reasons might be^ the root of this problon • 
^ situation. For example:^ /• . 

• MenOSers . f e^d^ d are unsure .^Dbut the consequences 
V 'bf bl decisibh . 

• Members feel the decisibn i^ unimpbrtaht bf 
insignificant^ " 
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• - Members dph't fe^ they 've been apprbprxately int^ud^ ' 

^in-'maJdjig^the dec therefor^, lack tK^I 1 

.. . comniitniexxt fbf b ar r ^ing it out ! * • 

• ; Members don't understand how to implement the ' . ' ^ 



decision; they don't know what tovdo 
and so oh 



first, second 



_^ - The key tb.turning_tlu.s si^ is ccamiiiinicatibh. 

In order to detemine ^at is blocking imp^oneiitatibh and' what . 
can be dpne:tx>_^^pve the blocks/ members mu§t fee twilling to 
deal openly; wit^ tiie problem.. : , - 



_ i _ method, called force-field analysis ^ can^ be used ^o 

iientify the : cdi4^ that support and ^axbse ttat block ^ 

implemehtatidh of a decision i i . 

_ following steps to conduct a fdrc^field' " ^ 

analysis:^.' ■ ' v ; 

~. ■' . " . ■ '■ .' ' \ . ' '■ ■• 

• ?^^^^y-^st^t^^ situation; ' in ±his 

^ > . * ' case it t^ld the idecisiorf'. that is to be 
-:- / \ implemented^ - 
- ■* ■ ■ • . 

' Identify the situation "as "it is." 

* Brainstorm the forces which sufiport p^ attainment. 

D. - BraiJistdrm the- forces which prevent lyou &oaL " : « ' 
changing the present situation. • r * - 

; . E. List the blocking forces in order of the most 

^ significant obstacles. . \ > 

■ Fi Brainstorm^ossible sdiutidhs to this pribritizfed 
' . list of obstacles. • 

. J G. Create an ^actibn pli^ on the solutions r - • 

generated. _ ' . % ' . ' 



.IS 



13; 



Statement i^f the Goal: 
The Sicuation: 



SAMPLE FORCE-FIELD ANALYSIS 

To plaii a staff retreat 



Nothing _has been started (andi the decision • 
was mede two wee3cs ago) ^ 



C. , Forces For 


D. Forces Against 




The retreat was a' 
consensus decision 


- • 


WorJc pressures -liBCtt planning 
"time ' .r . • 


• 

; • ■■ 


^'herc _arc_ scme^impbrtant 
issues that, must be __■ , 
dealt :wLth. by ^e staff; 

.V ■ ^ 
^ere ; is money , in the 
budget tb .cover staff , 
time for planning 




Few people sees interested 'in 
serving oh the planning, coomitt^ 

No one se^s to Imow what t^e 
pl^ahnihg tasks are 



Prioritize Forces Against: 



F. Possible Solutions: 



1. No. one seems to\ know vrtiat the 
■ ' planning tasks are ; 

2. Work pressures 'iiniit_ -planning tiaie"^<\ 

3. Few people seem interested^ in serving 
- .OH the placing 'cGinmittee ' 

Have someone who worked 'on last yescr's 
retreat _coniaittec help 'this hew cdomittee . , 
get started " , ' : ' ? ■• . - 



(S, Develop an Action Plan: 



In order to clarify plarmiiig tasks for the 
staff reteeat^w wiJ-l^^j^ use last Jear's 
retreat program- as a guide»_and ask Joan, 
•a menber^ of last year's staff retreat 
committee, to help us "outline major tasks 



i 



Figure "2. Sample Pbr 06-^*16113. Analysis . 
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Once « decision has been made, the following st^s •nlay 
help to eni^ure that ^e decision will be -carried b|;iti 

• * Identify scSde action st^s- to get some work or ^ 

c.ctivi ties started, ' • -t * 

• . i.- . ■ , ■ * ^. ' . ^ 

• riecide v^o will c ar r y out specific action stfej)s* 

et a time wheii a progress repo rt will be made 
tile entire gro 



DISCUSSiOMS ARE DOIttlNATED BY A FEW MBVIBERS 




Modi: of the business and work of a group, is acfcdn^lished 
tlirotagh/oral exchanges or discussions^^oiig mei&ersi. Ahd_ ^ .^^ ^^"^ 
sihc^;^^ naturally more vocal thah c^ers^ i^ isV^ 

ihevitaible "Uiat a few will 'have "more "air time" during meetings 
than brhers, . For some grbtS)s. this may not be a problem/ as . 
the more silent membCTs may feel comfortable communicating 

maSy of Seir ideas and cppiriiohs *bh ah informal basis —during 
coffee' breaks ^ over Sie telepfidhe between meetirtgs^ or in . 
isrief hall^y conversations i ' ^ 



EoWot who dp dominate gr^ot:^ discussions may 

hot; be aware, of vthe- heeds of pthe^ lior of -the Mpact of 
their dbmineeriiig* behavior v^ich may-result in the following: 

• ■ Pertinent" iSeas of iiifdrmatiohr impbrtaht for a 
- /; decision, may not.be stated V' 



A tenser combativS atmosphere may; emerge 

Less assertive inanbers begin to feel expendable - '^•^ 
a,nd Tihimpbrtant* and may eventually quit the group 



Men±rers may not be able to express genuine 
for good, ideas* or offer -constructive criticism 
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.*• i - When it bebomes. obvious "that discussldns ii only *' 

a* f ew"^6 j)articip^ have /bec^e ^sf unction^ ..tc» the \ ^ " \, 
group ^ you can suggest usii^r one of the following J 



fti Hig h t c iBcer tag out, The jxrimary pii^^ pf tfie 
"high talker tajxput" is to prevent discussion. 
be'ijig dominated by any one person in- a grox^ 
and to allow all Seiners to actively participate 
: duriii^ a^meetingi : ' I ■ " 

To cajSy but ttiis activity^ spfifeone he^s ^tb be 
designated as a mpnii:oi:, The mbnitbr watches 
tb^ee if anybhe sems to 

or ^t^ee peg|>le seen to be dbing'aii tiie tctlking . ' 
tf . or if -certain members fiatri ©cce^ed number 

of minutes that 'werfe designated fpr stating' • ■ ■ -r- 
one's opinions^ 

/ S:e. nect step. is for tlife il^iiitbr. to hbtif^ the ' 
\"high talker*" This^pM^ fc^ dbhe in a niimber of 
ways. One way- is tp^ hanH" the ftelrsbnVa 
with directibhs bri it > i w e "Please/ ref ritin ; " ^ 
fecM ^making' any further commits until the group 
moves bh tb a new, topic or agenda^ item," ■ or ' 
"Please refrain frcan making any ftirtiier commehts 
for five miinitesi^ I'll tap you bh the ^ouldir 
when your time is up." Takiijg ahbther app^bacK, 
the monitor can place a token in frbnt bf a Sigh ' 
talker— this might signify tb stop talking* fbt a; 
certain period of time or until everyone in -^je 
group Has cbntriij^ed tb' -^e Siscussion at hand. 

• • ^ When^sing this activilg^v it is in^Kjrt^t- that 

tile group understaiias the role of the mohitor and ■ 
_ v?faat a; hi0i talker 4s tb do (br hbt to" d6J_ once ' 
^ - notified by the mbnitbr. 



Si 3uz2 gro\g>s» This is another te<dinigue vq brbadert 
^participation and discussicm. -Small grbups bf- 
"^ree to five mendjers are ; formed .to discuss the 
concern or topic at hand, ^ftfter a short period of 
time <twb to. five minutes ) a member of each buzz ' . 
'gj^dup ig- aske^ to gltttmarize the ideas aiid^ opinion^ 
- expressed dxiring the biozz groTug session ^d report 
these to- the large groiip. 

C. S ur v ey ing or pott^hig 7"^*<^^g« : In tiie midst of a 
discussion or befor^ a d^tision is made^ SOT 
. , ■ can request eadi member to indicate; whe^ he or , 
she stands on the' issue or proposal that -is before 
the grbiap. For . exan^le, "a memb 
like to STjrvey the group oh this matter* Bie . 
^bposal is to hire Mrs. Alma Baker sts head teacher 
^ of bur eimentary school. . fila^ how do you feel 
about" the^ proposal?" Each /member in turn states 
7^ his/her position. M^nbers' statpiehtf can be as 

teief as "I, support the prbpbsal" or "I don't;' . ^ 
si]^port it^" or mCTbers Say elaborate-- "At this 
point :i- won't support tte proposal for tfaese_ _ 
• reasons.. .>" or "I hayis some questions 1 want ifeps 
4^ 'ask before I caix decide diie way or the otier." 

This techriiqu% gives each meSODfr an c^p^ ' 
to share his or her dpinicph and indicated 
- or not the ideas- and bpihibhs jpf vocal members -are— 

representative of the rest of the .grbup. 

■ ' . ■ ■ .. .-. - ■ • ^ ■ 

XONFUCTS AMONG.GROUP MEMBERS . . ^ 

Conflicts in^^grot^s are ^inevitable. Ea^ meniber ;has 
goals ^ a^iratibns^ heeds and expectation differ-^ 
some slightly-aruf-sbme mbre sigiiif icahtly---f j±aa all btherj 
monbersi As long as these differences ead-sty conflict will 
occurs 
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_ Uhfbrtunat^ty^ most people tend ta thiiik of conflict^ - 
as negative^-spmething that should be avoided or qulcW^: 
eliminated if it does occur. But^ conflict has its .positive 
side too: it can be; a source of liew. ideas of * creati\^"*. 
solutiohs td^^tbugh problems. . ' • ' ' 

Conflict may stem from mai^i sources. Some of the ' - 
mbjre "Epical ones Jnciuie: ^ - ' *\ 

* • ^^alu^ jiff er ends • Cbhfliqt: situations; can . 

emerge when members have b^^ic differences in • . 
bSLjLefs^ attitudes and valSe^i ' Fbr example,: . * 
sa1^pos& a local land-use planning ^oup has to 
decide tew 40 acres of land just outside the ^ 
co^uni;^ should be zoned* It\s likely tiiat 
conflict will occur if snm^ f^^bers value 
... prelection of prme a land' while 

. ' bthers value industrial growths 

' Goal Oifferehces^ In some grpT:^s* gerious ' * 
. . coiiflicts are created^ diverges — aind ispmetim^s 
* incompatibte— goals among members^ Pbr Gacliii>le> 
' ' ^ ^ smaU company is trying- tb decide. 

*. how. to allocate sGm| additional mbn^ .that 'has 
^ • ■ becOTie available.. One manager Wcints to use the 
ijibhey to buy more efficient eqtapneht-to boost" 
prodUbtioh iid, subsequen^^ sales. and profits; • 
Ibwever^ •another, images the money** 

ltd hire an eng:hieer to'i^rove the ^ality^of the* 
/ product would ultimately cut costs aM 
/.reduce. the retxsrn of faulty items.*- The managers' 
^goais at this level are ihcbn^tible^ -and both > 
have*: made ^ as simiptibns about the goals of the 
btiier per sbn as well as the"goals "of tiie cdi^an^ 

: \ ' ^ ' :'\ J ' . 

Rble Pressures^ * in every grot^, particularly- in- 
work settings^ members take "oh. iiif f erent rble's and 
ariB' Scpected to cara^ otit certain kiiids of - . 
activities. E&veeveri^^/hen expeck^a^bns^are ' 
unclear or are • hbt c^ammonly uhderstbc^i. tfee stage . 



is set for various kinds of role- cbhflicts. For 
eacam^e -, 'if a manber e3cpects the chairpef spn to 
make ail final d^cisSpfe^^rf; pie s^es^ 
decision making as ti^ie responsibxli'^ of : tie entir( 
group r ^thela^ol^ eipectatiore diffelr and are in -* 
cdnf licti*. . • •* ..' . 

P^&i^ptTialr'Dif^eren^^^ * ^ Differences^ in how;tMngsf 
• ^re viewed develop because, every ^»s6n sSfes 'and 

experiences o-^^r people, events and^l^ii^s^ 15 a^ 

unique \^faY^ - ^ast ; escpericiijces , values ,^d qinbtibns 
^act ats ^a .^efcsonkl * viewing- scrfreen ioit- filtering aril 
. eljSi^t^o^^ Cdrif 3jLct that results .^ - 

f rbm a iiiic^ytual diCfer^ce is illustrated^ in* *th§ 



'".^T^dher: "Xbtir,:assi^S[^.t is ^^lp;da^^iite/ * 
^ * arid I am'verp u i ilia| )pyj - ?ffiy can'^ ' 

: ybu.get iiihin^* in on time? ^ \ -•; 

•.Student: I^want^ tb.db, tKe best* 3bb and 
' " • didn't* 1±iijik'arr^^e^ 

'days i^quld mattfe— it.&esri't make' 
aiftt 3iffetence to ^ o-Sier teachers. 



' Id&itif s*aiig Jthe^ 'soua^^*<i)f- conflict cian^l^^ eocttem^ly 
^.helpftil!^ wh|gn^ybu*re tiding- tp resolve itw^ S^ once a 
^ Qcinf lict ^dcJes siirfSce/^t^s im|^ it ratlier 

than avoid it» btherwise feelings will likely fester and 
evolve into ia3re dramatic ''cdnfliets; or everiiaially cripple ' - 
't^xe.-groi^. . • *; 

it should be re-emphasizfed'^at conflict is not 
^hecessarily Iv. : Disagreements and differ enceif can be , 
cbnSj^ructiver if mqnbetSv ^e willing to explore their 
diffefences> a :clearer understsindihg^^ ^the'^prqble^ as well 
as mutually sS.tisfyii^ and creati\{e' wiys -to oresolve it may 
're?tat. •■ ; ■ • , ^ . • ' ■ ' . : 



_ J*^s of dealing wipi conflict vary from person td 
poison^ situation to situation, . a^ically> hcrwever> gTO 
y^tt^n^Jt' tap^r^^^^ conflicts using a win-lose approach^ 
But btlier methcK^; sucih as negotiating' and collaborating , 
can also be quite effective. ^Ea3f of tiiese ttree -methods • 
is described beiowi^ , - ' . 

ft. W i n-io sC , The win-lose approach is a struggle 
for one person or pajrty -to dominate or 

- ' win oyer, anba^ 

fighfeuig are 'all forms of a win-lose approach^ 
Iri sitaatibhs vrtiefe there are s^^ong diff tehees 
• between meanbers ' goals or values or it's a matter 
> of .the one best way r win-lose may b^ the only 

feasible approach. However, it can^have^ 
extremely adverse coiiseciuences. For exanqple^ 
it can lower trust aiMng members aid jeopardize . 
grpi5> effectiveness in a number of ways-- • 
cliques ixiay develop between the "winners** aid 
-- the "ios^rs"; open communicatibn may diminish; 
- or cooperation may decline among members that 

.:. usually have to depend oil one another, 

■ - . . ■ • ■ * ^ . - - ■ 

B, Negotiating > This approach involves bargaihihg 
*t>r cqc^romisihg* Twb~ahd sbmetime3 more-- 
parties discuss and trade diff Sent goals, needs 
and demands un^l ^ final agfreopent is reached. 
Each person or party tries to;^dce -some 
concessions withcSut givitsg ttp too much ofjifcatt 
" . is ia^rtant. To ne^tiate successftiLlyr cer 
elements must present iri the situation:^ 

• both parties believe they will; benefit fr^ 
the butcbme • ' ' , • 

each side believes^' the otfier will keep the 
bargain . • v 

neither -side can force -the , crtiher to comply, 
tmwillihgly 




. .: -w '^'. ' each part is willing , ' t^progose -ideas and ■ ^ ' 

' \ Aidrk solution tiiat - is aoc^tabie t6j| _ , 

each understands some of 'the constraints thj^ ; 
• ' . other operates under - : ■ ' 

..; Negotiate 
. - ' . SQlutax>ns to the^ con^flict and work .tqw^ 

* -^i^n >tia'H Tna y-TTn-i y.Ag -hhi^ ^ins while minioiizing the . 
losses for all cbhcerhed. - ^ . ^* ; V 

C: frttt^^fer^&ng^ ; This ^pgpach. involves 'fiEdih^^a _ ^ . 
solution .ttat saii§f|^0\tiie needs and int^ests/bf • 
all cs5rcern©d pairties e^ai^^weii^ >In^TOllal^^ .5 
people jdin tc^ether to ^ 
xinder^ying issu^6;r^ p^ 

gbals^and heeds ai^g^p^eek a solutloh tiiat wiii be / t\L 

nnitt^^y satisfying* The key question is, "Can 

we a TOlution tJaat we both acc^t?" ziot, "Who- 

can find Se best solution?" • :"\ 

Resolving^ conflicts in a coHabbratiye aianner . 
' ^ rec^iires a high degree of ^^1^^ open conmunicatiottf * 
aiKi a willingness tb^explbre ideas outside the ; _ _ • 
. ' bouiidaries of the conflict and people ?is oWtt interests.-. 

■r *^ ; The disadvantages of collaborating are priitiarii^ 

i-' amount of time it takes 'the ^ergy required to ■ 

> build trust and e:^or% yarxous- options* . . ; 

. Dach bf these methods fbr resolving cqnflict can ) 
incorporate systenatic problm-folviiig prjDcedu^^^ l^e figure 
^^at follows illustrates hbw ;this can be dbhel 
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Xpproich to Midlvinq.ConfUct * 




Collaborating 


. Negotiating 


• Hin^Los^ # 


, - - ^ - — 

PociiiiDg on Ehe Prdbltfi 

■ ■ •* 1 ■ 1 


Conflict is due_to _ _.; 
fldsunderstandingj^lack. 
of cocipleta jpformtion 
:or J. lcst_ th|n' conplete 
picture of the interest 
of ))Oth or all parties* 

fipthjPS^ti** Join 
together to share 
inforniatioh on the 
"problet/ 




■ _ _ > j|_ 


Cpnf hct_i|_due_ tp.diyerse 
^Wpr inconpatible needs 
and values* 

^^5jr her ow end o^s' self** 
interests^ vaiueSi needs, ^ 
resources and likely approaches* 
to the "probiflsi."- ., 


Conflict is based' on 
?l9ht_v|* *??ng or a 
natter of deciding one 
best way. 

S^arattfiyt each party 
looks at his or her oim 
and others' strengths : 
and wtknesses. 

■ , J ^ . 
■ 4 






Different sttategles^are eemlhed 

An*' niflPA ^hiE iMB aDOPO* 

OnU WlV \*k WSA^V UMW 9WI V^^V ; 

pr^ate are selected. : 


Different strateilies 
aro ttliained ai^ the ' 
one_tbat_ieeDs best 


searching for Aitarmtives 

. • * ' 

Is' 
■ . ■ w 

• ( • 


Drainstoming aiid other * 
procedures are used to 
generate alternatives; . 
the feasibility of . 
identniea alternatives ; 
Is extfiilhed. 




^ —T ' 


. PlAnniP9 for: Action 

■ ' ' - *,*' 1'* - * 1' •■■*'' . 




Infomation about 
alternatives 

asong^all concerned* 


! J ^ j_ 

Strategies are developed/ the 
easels prepared and resources 
areiM)biUzed. 

> 


# • 


The gane plan is 
developed and practiced^ 
and resources are 
nobiUzed* 




Full discussion is held, 
using aii the available 
infomation; decisions 
are »ade by consensus 
arid carried out with 
' personal -coinloieht 
for the (teclslohs* ^ 




^ * 


C^nyiflg Out the Plan ' . 

1 

I ' ■ f 
\ 

• 


Parti«8 participate 'in ncgbtiii' 
tibrii, bar^ain^tig aiid 
cooprooiise* jsacn pazxy lojiicTifi 
through-oii agreenents, ^th a , 
sonltorlng process to assure 
coipliihce. . 


The gaae ls played— ^ 
ccipeting, coercing; 
cohtestlhg^ fighting* 

_ ... _ '* \ 
ine. victor . 8 .pians. anu 
decisions aro'carried, 
out. 






Assessing the Results 


Infomation Is shared on 


Infoznation is shared on the * 


Outcomes are conpared . 


the_adequac3f_of^_out- 
cnes_and_the;^rocedures 
used to achieve the 
goals« 


adequacy of the outcceifs' and 
the Process to_"««t self- _ 
interests* The situation is 
periodically reassessed. 


vith the original \ 
goals* The procedures 

tojwproye or tpjf- 
teaine hoif JO win • , 

next ti»e are reviewed. J 
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Sbme-TOhflict^iteatioi^ 

tbrba9h> v^Ie otBerr/mcsmehta^ misunderstand^ 
resolved in a few nrnmtesj > Hpve^^^ in ei-^er case^ f or. a 
grg^ to remain an effecfeLve working body^ it needs to 
; recognize four things: ' v : * 

*• Cbhflicts dp. ocaaz ax^ legitixnate. 

• Individuals and .^otaps xnay differ without one party 
hei^ entirely rx^t or ehtireiy wrong. \ 

^ * • Conflict rarely goes aray by itself. By if^ognizing- 
and surfacing the conflict , participants liave a 
greater chance of resolving issues. ; 

_ _ _ _ 1^ ' '-i ' - ^- '_ _ w-,. _■ ■• . ; 

. • Conflict is manageable and can be dealt fwithi * 

The barriers described in this b<x>klet are seme of the 
more conmbh and critical situations that can slow or bring 
grov^ progress to a halt i But can be dealt with 

successfully and eliminated by applying some of tte suggested 
approaches. 1^ the approaches described in t^s booklet 
are only a sampre^you may ^fant to modify and adapt them, 
generate some of ybiir own or try others that |a:e descrj^ 
a number of other pamphlet^ cLhd books listed in the 
bibliography. ' ' . " * , 
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